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C hapte r 1
CULTURE, COMMUNICATION, ORGANIZATIONAL COMMUNICATION:
AN OVERVIEW
Introduction
In te rcu ltu ra l communication is studied mostly in an in te r ­
national se ttin g . Research is p a rtic u la rly  international when done 
in conjunction with business organization; however, researchers do not 
need to go beyond United States borders to discover cultural d iv e rs ity . 
Although the United States has been dubbed a melting pot o f various 
people, the people have not melted together. Each group o f people 
retains much o f its  cu ltu ra l heritage or new cultures have formed, 
thus cultural differences remain.
Unseen cultural factors are one basis fo r communication mis­
understanding. Instead of being aware that other in terpretations of 
actions or words are possible, there is a dangerous assumption th a t, 
because another party appears s im ila r, in terpretations are s im ila r. 
Understanding is assumed and communication is taken for granted. The 
assumption of s im ila r ity  leads to communication misunderstandings. I t  
is th is  hidden and not so noticeable cu ltural factor that can have pro­
found effects  on communication. I f  there are v is ib le  signs o f possible 
cultural d ifferences, parties can proceed with caution and expect 
d if f ic u lt ie s  which can be a ttribu ted  to a cu ltu ra l fac to r. I f ,  how­
ever, there is a lack o f awareness of a cu ltu ra l b a rrie r, a party may
1
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
3
Ruhly, 1976; Samovar and Porter, 1976). These two elements are the 
basis fo r a d e fin itio n  o f culture.
A cultural group exists i f  (1) there is a sharing o f common 
values and attitudes among the group, (2) those values and attitudes  
are passed from generation to generation, and (3) a rule structure  
exists which defines and describes what should occur in the re la tio n ­
ships in the group. The sharing o f values and attitudes enta ils  
sharing common meanings and/or rules fo r language and behaviors and 
sharing common ro le  expectations and ro le  behaviors. The d e fin itio n  
does not confine culture to national boundaries. A cultural group 
can ex is t in any geographic size from a c ity  block to a region. By 
th is  d e fin it io n , a cultural group is not necessarily based on physical 
features, language, or national boundary. The term goes beyond that 
to describe a group o f people who share a common meaning fo r events 
in th e ir  environment.
This paper deals s p e c ific a lly  with various terms: "sub­
cu ltures," "domestic cultures," and " in te rra c ia l, in terethnic or 
contracu ltura l" (Condon and Yousef, 1977, p. 49; Ruhly, 1976, pp. 4-5; 
Rick and Ogawa, 1976, p. 2 3 ,' respective ly). These terms basically  
re fe r to a s ituation  in which two or more cultures are in teracting .
The people o f these cultures may have some shared b e lie fs , values, and 
meanings, but there are also some areas o f differences. A term heard
'Andrea L. Rick and Dennis M. Ogawa, "Intercultural and Inter­
racial Communication: An Analytical Approach," Intercultural Communi­
cation: A Reader, Larry A. Samovar and Richard E. Porter (2d ed. Bel­
mont, Calif.: Wadsworth Publishing Company, 1976).
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today more appropriately describes the s itua tio n  as co-cultures. Co­
cultures and domestic cultures (the la t te r  term is preferred in th is  
paper) attempt to elim inate the impression that any one people is sub­
servient to another people. This author prefers to use the term 
domestic cultures so as to emphasize the focus of cultural im plica­
tions w ithin our own domestic borders. Sarbaugh's (1979) Scale of 
Heterogenity il lu s tra te d  in Figure 1 depicts the domestic cu ltu ral 
s itu a tio n .
On the fa r  l e f t  (F ig . 1) is a typical in te rcu ltu ra l s itu a tio n ; 
there are few shared experiences, meanings, or values. On the fa r  
rig h t is an in trac u ltu ra l s itu a tio n ; there are shared values, l i f e  
experiences, and meanings. Somewhere between the two lie s  a domestic 
in te rcu ltu ra l s ituation  in which much of l i f e 's  experiences, values, 
and meanings are shared or at leas t understood by one or both p arties . 
There are also some areas wherein people of the groups do not have 
homogeneity. The condition which makes interactions in tercu ltu ra l 
follows:
In the intercultural situation, the variance in response 
between two persons to a given situation is greater than the vari­
ance within either of the persons to the set of conditions over 
time. In the intracultural situation the variance within the per­
son may be as great or greater than the variance between the two 
persons (Sarbaugh, 1979, p. 8).
This paper emphasizes a need to look at differences between 
the various domestic cultures. This differences approach seems to be 
in lin e  with the d irection  urged by those in the in tercu ltu ra l com­
munication f ie ld  (Ansante, 1980;^ Bennett, 1979;^ Saral, 1979“) . These
^Molefi Kete Ansante, "Intercultural Communication: An Inquiry
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scholars believe the differences in how various cultures view the world 
and communication leads to the problems associated with in te rc u ltu ra l 
communication. The differences approach aids in emphasizing that no 
one cultural group has a patent on the r ig h t way of thinking or com­
municating; what must be understood are the differences and th e ir  
effects  on communication. Bennett (1979)^ summarizes differences  
and th e ir  importance:
We hear today a cry for "intercultural understanding." Again, 
this cry is meaningless if it is not accompanied by a shift 
away from that essential ingredient of ethnocentrism, the assump­
tion of similarity. Unless we can accept that other groups of 
people are truly different— that is, they are operating success­
fully according to different values and principles of reality—  
thenifë'cannot exhibit the sensitivity nor accord the respect to 
those differences that will make intercultural communication and 
understanding possible (p. 410).
These d efin itio ns  enable the reader to (1) elim inate precon­
ceived notions o f what constitutes a culture; i t  opens the reader to 
consider groups o f people that are more o rd in a rily  overlooked as being 
a cultural group, (2) re a lize  that there are many cultural groups w ith­
in our borders and that each has a d iffe re n t way of viewing some part 
of this world, and (3) form an awareness that appearance of s im ila r ity
into Research Direction," Communication Yearbook 4, Dan Nimmo, ed.
(New Brunswick, N.J.: Transaction Books, 1980).
^Milton J. Bennett, "Overcoming the Golden Rule: Sympathy and
Empathy," Communication Yearbook 3, Dan Nimmo, ed. (New Brunswick, N.J.: 
Transaction Books, 1979).
"*Julis B. Saral, "Intercultural Communication Theory and 
Research: An Overview of Challenges and Opportunities," Communication
Yearbook 3, Dan Nimmo, ed. (New Brunswick, N.J.: Transaction Books, 1979.
®Bennett, lac. cit.
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makes i t  somewhat more d i f f ic u lt  to spot hidden differences which 
a ffec t communication.
An example may c la r ify  these three points. There are two white 
Protestant males s im ilar in economic heritage. One is from an old 
German-American fam ily and the other is from an old English-American 
fam ily. Neither one knows th is  or is aware o f i t .  The German-Ameri­
can is under the supervision o f the English-American. The German- 
American values close family relations more than work while the 
English-American values work more than fam ily; that is , work comes 
before fam ily. The English-American supervisor wants the German- 
American to work during the weekend. The subordinate resents the 
time away from his family and he resents the supervisor fo r ordering 
him to work. The subordinate conveys his displeasure by being aloof 
and nontalkative whenever the supervisor approaches. The supervisor 
senses th is and views the German-American as lazy , sullen , and unw ill­
ing to work. The supervisor avoids contact with the subordinate. The 
communication breakdown is  major, yet neither one is aware of the 
cultural factor o f family versus work values. They think o f themselves 
as being s im ilar; white, Protestant, male, same general social back­
ground. They do not consider that they might be d iffe re n t in a 
cultural aspect. The hidden cultural factor of fam ily-job values 
affects th e ir  communication.
Two studies fu rther il lu s tra te  this differences approach a l ­
though the studies were not s p ec ific a lly  conducted with this in mind. 
The f i r s t  study compared black and white supervisors on d isc ip lin ing  
subordinates and c o n flic t management (Shull and Anthony, 1978).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Experimental results showed no differences in c o n flic t management, but 
cultural factors appeared in the d isc ip lin e  experiment. This experi­
ment required the supervisors to decide on d isc ip linary  action to be 
taken against truck drivers who, because they deliberate ly  overloaded 
th e ir  trucks, were ticketed by the police. The results indicated that 
the black supervisors were more len ien t in punishment. Shull and 
Anthony related th is  finding to the black cultural view toward c iv il  
authority; there was less concern over infractions with au thority .
S im ila rly , Ivancevich and McMahon (1977) studied the d i f fe r ­
ences in black and white work behaviors and performance. Previous 
sociological research indicated that blacks had a lower need for  
autonomy, self-esteem , achievement, and a b il i ty  to control one's fa te . 
In a goal setting experiment, Ivancevich and McMahon measured per­
formance on three dependent variables: task-goal a ttrib u te  (subject's
perception o f the goal setting process: challenge, feedback, p a r t ic i­
pation, goal c la r ity ,  commitment, and personal goal commitment), task 
e ffo r t  measures (e ffo rts  toward quantity and quality  of performance), 
and performance measures (unexcused absences, service complaints, cost 
effectiveness, and sa fe ty ). The results showed that blacks had s ig ­
n ific a n tly  lower scores on c la r i ty ,  feedback, and p a rtic ip a tio n . The 
researchers concluded that the score differences were due to the 
cultural views of blacks related to goal setting . For example, the 
blacks' lower need fo r achievement was related to the lower score on 
the challenge measure. As in the previous experiment, a cu ltura l value 
that was not usually considered had a s ig n ifican t e ffec t on employee 
actions.
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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Hopefully, the reader now has a c lear understanding of what is 
meant by culture and the specific  area termed domestic cu ltu re . The 
following section b r ie f ly  discusses what seems to be general knowledge 
as to how culture affects  .communicatton,.. This information w ill be used 
to la te r  i l lu s tra te  where culture can impact organizational communi­
cation.
Culture and Communication
When people enter a s ituatio n  in which they know they w ill en­
counter people from another cu ltu re , they often seek information on 
how to act or behave properly. I t  can be as simple as asking whether 
one should greet the other with a hug or a handshake. I t  can also 
involve complex questions. In essence, people look fo r rules by
'N
which the other culture operates. Rules research' is thus becoming 
more important to communication scholars. Domestic in tercu ltu ra l 
communication may provide an avenue for such research.
Some communication rules are e x p lic it ly  stated but others are 
only im p lic it (Shimanoff, 1980). These rules could be divided into  
three areas when considering them from a cultural viewpoint (Ruhly, 
1976): (1) the technical level where rules are taught, (2) the formal
level where members o f the culture are aware o f a ru le  but do not know 
the why of the ru le , and (3) the informal level where members make 
unconscious assumptions about rig h t or good.
Thus, when engaged in intercultural encounters we should con­
stantly be aware that participants (1) may see different behaviors 
as rule violations, (2) may attach different amounts of importance 
to these violations, (3) may be unconsciously transferring their 
evaluation of the rule violation into an evaluation of the other
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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person, and (4) may not be able to explain the rules or rule viola­
tions that are making them uncomfortable (Ruhly, pp. 10-11).
Ruhly's caution is  in lin e  with the recognition that d i f fe r ­
ences are important aspects in in tercu ltu ra l in teractions. I t  is a 
differences approach. In terms o f cu ltu re , th is  approach would 
investigate differences in ru les , importance o f behaviors, and evalu­
ation o f those behaviors. The behavioral differences appear in a 
number o f variables related to communication. Samovar and Porter
(1976) lis te d  eight variables in "the communication process whose va l­
ues are determined, a t least in p art, by culture . . . [and] these 
variables have the a b il i ty  to influence our perceptions and to a ffe c t  
the meanings we assign to communicative acts" (p. 9 ). Barna (1980),® 
Condon and Yousef (1977), Ruhly (1976), and Sarbaugh (1979) lis te d  
communication variables in numbers from four to seven that are 
affected by cu lture . These, in turn , a ffec t communication between 
persons of d iffe re n t cultures. When combining those l is ts ,  four 
variables are commonly considered important by these scholars; (1) 
values, b e lie fs , and a ttitu d e s , (2) roles and role behaviors, (3) 
language, and (4) thought patterns.
The basic in te rcu ltu ra l differences in these variables lead to 
the perception o f behaviors or communicative acts in terms o f how one's 
own culture would accept a behavior or communication. This is  termed 
ethnocentrism. Ethnocentrism may be viewed as the reaction each member
®Larry Barna, "Intercultural Communication Stumbling Blocks," 
Messages: A Reader in Human Communication, Sanford Weinberg, ed. (3d
ed. New York, N.Y.: Random House, 1980.
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o f one culture has to a ru le  v io la tio n  (or ru le acceptance) by a member 
o f another cu ltu re . From an ethnocentric outlook comes a "tendency to 
evaluate" (Barna, 1980, p. 2 9 5 ).’  That is ,  a cu ltu ra l group w ill  
approve or disapprove statements or actions o f others based on its  own 
cultura l view rather than attempt to consider statements or actions 
from the others' viewpoints. Thus, stereotypes and prejudice emerge.
Everything we do tends to be organized around how we c u ltu ra lly  
perceive the world (H a ll, 1976). We select, organize, and in te rp re t 
information on the basis of our cu ltural perspective. Roles are 
expected of positions or people along with expectations as to how those 
roles could be carried out; however, various cultures may have varying 
expections o f the same ro le . For example, a farmer's wife is 
expected to p artic ipa te  in a ll  aspects o f the farm operation including 
finances. On the other hand, a factory worker's w ife is  confined to 
narrow household functions with no say in finances.
Our cu ltu ra l perception of how the communicative act is
executed and interpreted affects the interpersonal communication"  — ■ -  — - -
transaction. Emphasis has to be placed on i r ^ s a o t io r i .  Communication 
is not a mere sender-receiver event. The parties involved in a trans­
action send and receive messages simultaneously; each partic ipant 
affects  the other while being affected (Wilmot, 1979).
The idea o f communication as transactional is important to the 
study of in te rcu ltu ra l communication, p a rtic u la rly  in domestic in te r ­
cultural communication where unseen differences can cause any number
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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of barriers  to a transaction. Far too much of the in tercu ltu ra l com­
munication lite ra tu re  focuses on the " lin e a r, unidirectional model" o f 
sender-receiver; i t  forgets that in terpretations are being made, sent, 
remade, and resent simultaneously in the in tercu ltu ra l in teraction  
(Ansante, 1980, p. 401).®
Not only does the transaction contain simultaneous messages 
which have to be interpreted fo r content, but re la tional messages are 
being sent also. (See Knapp, 1978 and Wilmot, 1979 fo r more on con­
te n t-re la tio n a l issues.) In other words, in an in tercu ltu ra l or in te r ­
personal communication transaction, d if f ic u lt ie s  can arise over d i f fe r ­
ences in message content as well as differences in the re la tiona l mes­
sage. C ontent-relational-transactional communication is a c r it ic a l  
concept in domestic in te rcu ltu ra l s ituatio ns .
The Shull and Anthony study (1978) c ited  e a r lie r  il lu s tra te s  
what Ansante urged in tercu ltu ra l communication scholars do in terms 
o f seeking the transactional nature o f the communication. I t  also 
il lu s tra te s  the consideration of c o n te n t-re la tio n a lissu es . In th e ir  
experiment they discovered that black supervisors had a c u ltu ra lly  
based difference from white supervisors in the area of authority.
I t  was a hidden difference which would be common to a domestic in te r ­
cultural s itu a tio n . Only through the experiment did they discover 
the d ifference. In th is case, the black supervisors were more len ien t 
in th e ir  punishment of the truck drivers who overloaded the trucks.
Let us suppose a black supervisor te lls  a white truck d river
®Ansante, loc. cit.
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that i t  is OK th is  time but not to le t  i t  happen again. That is the 
content o f the message. R e la tio n a lly , any number of things could 
occur in a positive or negative sense. Much could depend on the 
cultura l value placed on authority . For instance, the white truck 
driver could accept the message but despise the black supervisor 
fo r being s o ft. The black supervisor could pick up the message that 
he is despised and not respected and assume that the lack of respect 
is due to his skin color. This transaction elevates (perhaps a better  
term is degenerates) the use of stereotypes and prejudices which may 
fu rth er convey a lo t  of nonverbal messages. The two w ill probably 
not develop a good relationship because communication is not enhanced.
In an organization, a supervisor would have to consider that 
his message not only reached the truck d river but other truck drivers, 
supervisors, and upper management. An organization has an in te rc u l­
tura l communication transaction that not only has content-re lational 
issues for the immediate parties but content-re lational issues, posi­
tiv e  or negative, that travel throughout the organization. This 
would occur were a white supervisor not len ien t with a black truck 
d riv e r, yet another set o f actions and reactions could f i l t e r  through 
the organization. In short, in te rc u ltu ra l communication researchers 
cannot merely find differences between people o f two cultures and 
postulate the effects  o f those differences on communication. The 
researchers must consider actions, reactions, and reactions to reac­
tions that might derive from a communication event.
The above experiment also il lu s tra te s  domestic in te rcu ltu ra l 
communication problems that may develop from some immediate
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
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communication events. These communication events resu lt in positive or 
negative perceptions by e ith e r or both parties that are not necessarily  
arrived a t because of " in i t ia l  negative attitudes" or "prior resent­
ments" (Ruhly, 1976, pp. 4 -5 ). In the above example, the negative 
perception that the black supervisor was soft came during a communi­
cation event; i t  was not a resu lt o f p rio r resentment.
The problems known to be associated with in tercu ltu ra l commun­
ication are too easily  overlooked in domestic in teractions. As in  
in ternational cross-cultural communication, the differences make the 
difference. In domestic in te rc u ltu ra l communication situations the 
partic ipants are caught in an assumption of s im ila r ity . The hidden or 
overlooked differences allow culture to enter the communication through 
the variables o f values, ro les, language, and thought patterns.
Culture and Its  Importance to Organizations
M ultinational organizations have been aware o f cultural d i f ­
f ic u lt ie s  fo r some time. Why organizations have been and w ill continue 
to be interested in culture is well documented. For example. Payer- 
weather (1960, p. 117)* lis te d  seven areas in which culture can cause 
trouble in organizations: (1) a ttitudes toward other people, (2)
values, (3) social status a ttitu d es , (4) attitudes toward individual 
work, (5 ) a ttitudes  toward innovation, (6) attitudes toward analysis, 
and (7) a ttitudes  toward d isc ip lin e .
*John Fayerweather, "Personal Relations," Management of Inter­
national Operations (New York, N.Y.: McGraw Hill, 1960), cited by 
Theodore Weinshall, ed.. Culture and Management (New York, N.Y.; 
Penguin Books, 1977).
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Management objectives and expectations of results are influenced 
by the cu ltura l background o f those in management (Reynolds, 1978).
That is , managers seek harmony with th e ir  own cultural value system even 
a t work. Indeed, some management processes and problems, such as plan­
ning or m otivation, are affected by "cultural constraints" (Reichman, 
1977, p. 15).^° There are two types o f cultural constraints; socio­
logical and educational. The sociological constraints are the values, 
a ttitu d e s , and be lie fs  which a ffe c t organizations through motivation and 
individual performance. Examples o f sociological constraints are 
views toward (1) business and management, (2) authority , (3) achieve­
ment, and (4) the s c ie n tif ic  method. For example, in a domestic 
in te rcu ltu ra l s itu a tio n , an organization may have one or more people 
who value autonomy highly while others do not place such a value on 
that concept. This would require understanding the cultural value 
and taking a d iffe re n t approach to management authority with those 
people. Educational constraints a ffe c t the s k ill  and quality  of an 
organization's potential labor pool. Examples o f such constraints are 
attitudes toward education, lite ra c y  le v e l, specialized vocations, and 
technical tra in in g .
The differences among people from d iffe re n t cultures in the 
two cu ltura l constraints can a ffe c t an organization's management 
processes and effectiveness (Reichman, 1 9 7 7 ) . Although Reichman's
^°Barry Reichman, "Significance of Cultural Variables," Academy 
of Management Journal, 8 (December, 1965), 292-308, cited by Theodore 
Weinshall, ed., Culture and Management (New York, N.Y.: Penguin Books, 
1977) .
ilfbid.
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views are expressed in terms of a m ultinational corporation, i t  seems 
that cu ltu ral constraints might be operating in domestic organizations 
as w e ll. Researchers need to explore the re lationsh ip  between manage­
ment problems and cu ltu ra l constraints in our domestic organizations. 
Reichman offered no formula for the possible in trusion of cultural 
constraints on the management process termed "communication structures : 
and techniques" (p. 23). Most of the management processes are 
accomplished through some form of communication. I f  the communica­
tion processes are affected by cultural constraints, the organization  
would be affected in  other areas and processes.
General effects  o f culture in an organization are summarized 
as follows:
Most of us act, think, and dream in terms of the norms and 
standards we have absorbed from our culture. . . . [Culture] 
tells us what is "right" and "good." . . . [Culture] influ­
ences what behavior is approved or disapproved, this in turn 
affects management (Weber, 1977, pp. 48-49).^^
Weber f e l t  that the point where managers "communicate, motivate, and
make decisions [ is ]  where cultural differences have th e ir  sharpest
impact" (p. 40 ). According to Weber, cultural influences may a ffe c t
patterns of respect, awe, contempt, what is thought desirable and
worthy in l i f e ,  leadership s ty les , interpersonal re la tio n s , and methods
and directions o f communication. For example, Whyte (1961) provided
us with a type o f research that could be done in the area o f methods
^^Ross A. Weber, "Convergence or Divergence," Culture and 
Management : Text and Readings in Comparative Management (Homewood,
111.; Richard D. Irwin, Inc., 1970), cited by Theodore Weinshall, ed. 
Culture and Management (New York, N.Y.: Penguin Books, 1977).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
17
and directions o f communication. Studying the flow o f communication in  
a Venezuelan company, Whyte found that the culture o f the employees con­
strained the flow to a point where complaints,suggestions, or critic ism s  
were not passed upward. Their culture placed a high value on status 
differences, submission to au tho rity , and congeniality in public 
personal re la tions . In other words, subordinates did not question 
superiors' orders or methods o f operation. They did not c r it ic iz e  
or make suggestions. Upward communication was s t if le d .
Another example is found in the results o f P h illip  Tompkins'
(1977) work on communication in the early  NASA years. In th is  case, 
patterns o f respect were c u ltu ra lly  influenced, German-born scien­
t is ts  apparently respected each other's opinions more than they did 
the American-born sc ien tis ts ' opinions. Tompkins became aware of th is  
problem through the American sc ien tis ts ' complaints that key decisions 
were being made by the "fam ily," i . e . ,  the German-born sc ien tis ts .
Studying cu ltu ra l e ffects  on organizations seems to be an 
important area fo r organizations to consider. Findings from such 
research may aid in solving management problems in many areas. Com­
munication is but one o f those areas.
Organizational Communication: Its  Importance
and a Summary o f Key Concepts
Organizational communication has been studied extensively.
Its  importance to organizations is well documented. Goldhaber (1979) 
stated that "communication is essential to an organization. . . . 
information is v ita l to e ffe c tiv e  communication. . . . persons who 
control information control power" (p. 3 ). More than ten percent o f
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the businesses in the United States fa i l  because of poor management and 
in e ffe c tiv e  employee communication (Goldhaber, 1979). Communication is 
the f i r s t  and foremost function o f management (Barnard, 1948).
On a more interpersonal le v e l, Carroll and Tosi (1977) d is­
cussed the need fo r cooperation among organizational employees.
They f e l t  th a t "communication makes human cooperation possible be­
cause through i t ,  instructions and intentions can be shared (p. 237).
In organizations, however, communication is  a l l  too often not that 
which is expected. For example, Goldhaber's (1979) study o f sixteen  
organizations revealed some major communication problems such as the 
grapevine being used more extensively than formal communication 
channels due to a lack of "openness, candor, and v is ib i l i t y  of top 
management" (p. 46).
Further research has pointed out that communication in organ­
izations can a ffe c t the effectiveness and e ffic iency  o f an organiza­
tio n . For example, superior-subordinate communication is known to 
a ffe c t employee performance, qu ality  of product, absenteeism, and job 
turnover (Tubbs and Moss, 1977).
Two networks are usually used in organizations to describe 
what is occurring: formal communication networks and informal communi­
cation networks. Formal communication networks are those set up by 
an organization's power structure; that is , communication flows along 
the lines o f authority—director to supervisor to foreman to employee 
or department head to department head. Communication in th is network 
is composed mostly o f task messages: d irec tives , orders, and guide-
1i nes.
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Most o f the communication is downward, from top levels to bottom 
leve ls . The l i t t l e  upward communication that exists in the formal com­
munication network is composed mostly o f subordinates asking questions 
or providing feedback to the upper leve ls . Upward communication faces 
four problems: (1) d is to rtion  o f information to please superiors, (2)
the holding back o f information, (3) superiors hear only what they 
are perceived to want to hear, and (4) employees tend to send messages 
that enhance themselves in the eyes o f superiors. Horizontal communi­
cation describes messages to and from people a t the same level in an 
organization. Coordination and integration of the various operations is  
the main function o f horizontal communication. To be e ffe c tiv e , i t  
requires an exchange o f information (Tubbs and Moss, 1977).
Informal communication networks are those established by the 
employees themselves outside o f an organization's power structure. The 
communication can s t i l l  be upward, downward, or horizontal in nature, 
i t  is via relationships rather than lines of authority . Informal net­
works are described as fa s t, accurate, and capable o f carrying much 
information. The information travels  in clusters--one person te l ls  a 
group o f others rather than one other person.
Formal and informal communication networks seem to be influenced 
by seria l process o f communication. This is the passing o f information 
from person to person, level to le v e l. According to Goldhaber (1979), 
the seria l process leads to communication problems through de ta ils  being 
om itted, added, highlighted, modified, or d istorted. Communication 
plays a crucial role in any organization. I f  the networks o f communi­
cation are affected by culture, the organization is  affected.
/
- I f  -Jp
.
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Summary
In tercu ltu ra l communication problems w ithin organizations may 
not necessarily be confined to in ternational companies. Domestic in te r ­
cu ltu ra l communication problems a ffe c t organizations through formal and 
informal communication networks. Organizations must look beyond 
easily  id e n tifia b le  cu ltu ra l differences such as race or re lig io n .
There is a more complicated realm of culture that is defined only by 
b e lie fs , values, and a ttitu d e s . This is the realm o f hidden, unaware 
differences. I t  is here that domestic in tercu ltu ra l communication 
problems develop.
The importance o f focusing research on cultures w ithin our 
organizations is summarized;
1. With d iffe r in g  cu ltura l backgrounds, people in organiza­
tions have d iffe rin g  objectives and expectations which may a ffe c t an 
organization's operations on a l l  leve ls .
2. Good interpersonal relations among employees is  a prime 
necessity for the e ff ic ie n t  functioning o f an organization.
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C hapte r 2
CULTURAL ENTRANCE POINTS IN ORGANIZATIONAL 
COMMUNICATION
Introduction
The influence of cu ltu ra l differences on communication was 
explained in Chapter 1. A peoples' cultural view o f th e ir  environ­
ment, th e ir  perception, has a leading role in influencing communica­
tio n . Chapter 2 reviews lite ra tu re  which seems to indicate that 
culture can a ffe c t organizational communication domestically in 
manners s im ilar to how culture a ffects  in ternational communication.
Two central themes appear a fte r  reviewing organizational 
communication lite ra tu re :  s im ila r ity  in values and belonging to
s im ilar groups or cultures. Value s im ila r ity  plays a key role in 
superior-subordinate relationships. This a ffects  competency ratings, 
communication clim ate, and e ffic ien cy  o f organizational communication 
climate (Goldhaber, 1979; Scott and M itc h e ll, 1976; Singer, 1971“ ).  
Groups of employees evaluate other groups of employees, the organi­
zation , and group members on value s im ila r ity  (C arro ll and Tosi, 1977) 
The two themes seem to a ffe c t decision making through communication
“ j. Singer, "Managerial Perception of Subordinate Competence 
on a Function Personnel Value Orientations," Journal of the Academy of 
Management, 14 (1971), 415-424, cited by William G. Scott and Terence 
R. Mitchell, Organization Theory; A Structural and Behavioral Analysis 
(3d ed. Homewood, 111.: Richard D. Irwin, Inc., 1976).
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networks, employee se lection , job s a tis fac tio n , information a v a i la b il i ty ,  
and the re lationsh ip  between a superior and subordinate.
Emphasis has been placed on the differences between cultural 
groups as a key to in tercu ltu ra l communication research; however, i t  
cannot be overlooked that in tra c u ltu ra lly  members are s im ilar.
Researchers agree that members o f a culture have s im ilar perceptions.
The concept o f in tra cu ltu ra l s im ila r ity  can be combined with in te r ­
cultural differences fo r application to organizations and communication 
within organizations. Researchers must begin to seek groups o f people 
that have s im ila r ity  w ithin and d is s im ila rity  without. Culture under­
lie s  both; therefore, cu ltural factors should be recognized even in 
domestic organizations.
Perception (how i t  a ffects  communication in organizations) and 
relationship development in organizations are two areas discussed in 
Chapter 2, The review brings together research in cultural and 
organizational communication.
Perception
Organizational communication researchers are concerned with 
perception and how dyadic relationships are developed in organizations. 
Perception, defined by Scott and M itchell (1976) is the "process o f 
selecting and organizing information to provide (fo r s e lf)"  (p. 83).
I t  is  not confined to selecting and organizing material only. Per­
ception also selects and organizes and provides meaning fo r our own 
behaviors/actions and for the behaviors/actions of others (Wilmot,
1979). In a communication transaction, perception is influenced by :#
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physical information, the p arties ' s o c ia l-h is to rica l background (c u ltu re ), 
and the s ituatio n  in which they are a t the moment.
Stereotyping, the halo e ffe c t , and projection are perceptual
distortions that organizations must deal with based on errors which 
employees make because o f th e ir  perceptions (Scott and M itch e ll,
1976). These three perceptual d istortions can a ffec t organizational 
communication. There are other aspects o f organizational communi­
cation that a ffe c t communication, o f course, but these t ie  in with a 
cultural perspective.
Stereotyping may contribute to the transmission of messages 
that are not conducive to communication or that may prevent us from 
receiving messages properly. Stereotyping is a situation in which 
b e lie fs  about individuals or groups o f people are based on the idea
that an individual or group possesses some characteris tic  that ty p i­
fie s  a p a rtic u la r group of people. Upward, downward, and horizontal 
organizational communication can be affected by this erro r. For 
example, suppose a downward communication message is diluted to a 
point where no substantive information is presented. This d ilu tio n  
may be based on an upper management's stereotype that "those people 
ju s t won't understand the complexity o f the issue, so le t 's  make i t  
simple fo r them." I f  the subordinates, members of a common cu ltu ra l 
group, feel they are being treated as simpletons, the organization has 
to deal with any number o f tran sactio na l-re la tiona l p o s s ib ilit ie s . One 
is that the subordinate group (cu ltu re) might react negatively to the 
message content and demand more information while re la tio n a lly  reper­
cussions could appear in employee morale, turnover, and reduced upward 
communication
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Horizontal communication may be influenced by the halo e ffe c t. 
This process is "where one's impressions (favorable or unfavorable) o f 
another person (or group of persons) in one area tend to influence his 
or her judgment about that person in other areas" (Scott and M itch e ll, 
1976, pp. 90-91). In horizontal communication, coordination o f groups 
is c r it ic a l so that crucial exchanges of information can be accomplished. 
I f ,  however, one cultural group perceives another cultu ral group nega­
t iv e ly , i t  may be e n tire ly  possible that the information provided 
by the negatively perceived group is  also perceived as less important.
The exchange of information is  thus diminished. For example, a factory  
employs a group of Spanish-Americans in one department on a production 
l in e . These Spanish-Americans are looked down upon as in fe r io r  workers 
by white employees in other departments along the production lin e . In 
the process o f production, the Spanish-Americans rea lize  that a particu­
la r  process can be improved by changing a procedure e a r lie r  in the 
l in e . When they try  to pass th is  information to preceding departments 
in the production lin e , the information is  not accepted or believed to 
be h e lp fu l. The suggestion and information is overlooked, support 
from the other departments is  not given, and the suggestion is fo r ­
gotten.
The halo e ffec t is also evidenced by the Cover Your Ass P rin c i­
ple in which employees tend to make sure they do nothing that would be 
noticed negatively. In essence, upward communication may be s t if le d .
For example, i t  may be possible th a t, i f  something done by a subordinate 
cultural group is seen as negative by that same group, i t  may withhold 
the information from upward communication. Upper levels o f the
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organization may or may not view the action as negative. The upper 
levels are not provided with the information needed to make a decision 
or correct errors. Such behaviors easily  occur in cross-cultural 
situations. Each cu ltura l group has its  own view of what is r ig h t, 
proper, or good. I f  a group performs a task or behavior that is  
considered improper, i t  does not want i t  known even though the other 
cultura l groups may not see i t  as an impropriety. In cross-cultural 
situations there is a need to maintain the group as a form of pro­
tection (Burk, 1 9 7 6 ) . This fee ling  adds to the need to cover per­
ceived errors.
Projection is the process o f a ttrib u tin g  to others the sème 
feelings one is fee ling  yet being unaware that one is doing so. An ex­
ample o f projection, in te rc u ltu ra lly , is seen in the reaction o f Ameri­
cans to Japanese smiling in embarrassing situations. That is , Japanese 
w ill often show embarrassment by smiling. An American sees the smiling 
behavior and projects h is/her view that the Japanese is frien d ly  and 
happy with the s ituation  when the Japanese is attempting to express 
embarrassment. Because the American is  happy i f  he/she smiles, i t  is  
assumed that the Japanese is happy.
Projection involves selective perception. There is  a tendency 
to see problems or view situations in terms of those areas that are of 
major in teres t and meaning in one's own culture. Organizational
'̂‘jerry S. Burk, "The Effects of Ethnocentrism Upon Inter­
cultural Communication: Functional and Dysfunctional," International
and Intercultural Communication Annual 3, Fred Casmir, ed. (Falls 
Church, Va.: Speech Communication Association, 1976).
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communication research indicates projection and selective perception 
affects communication and decision making in an organization via the 
idea that "we hear what we want to hear and screen out what we don't 
want to hear" (Scott and M itch e ll, 1976, pp. 92-93). This may account 
fo r upward communication problems in which superiors do not accept 
what is seen or heard from the lower leve ls; they see only what they 
f e e l .
Stereotyping, halo e ffe c t , and project are three commonly 
known perceptual problems in organizations. Since these problems 
are d istortions of perception that derive from a cultural background, 
organizations should become more aware of th e ir  employees' cu ltu ral 
backgrounds and differences. The three errors might then be caught more 
quickly. For example, the halo e ffe c t o f perception is one area that 
could f r u i t fu l ly  be researched. The cross-national studies in in te r ­
cultural communication reveal behavioral differences in organizational 
processes among cu ltura l groups that could trig g er the halo e ffe c t.
In decision making, some cultures tend to be more risky  
while other cu ltu ra l groups are more cautious. Carlson and Davis (1971) 
compared Ugandans, who are cautiously oriented, with Americans, who 
are more risk oriented. They found that the Ugandans maintained th e ir  
value orientation  whether acting in d iv id ua lly  or as a group. In a 
comparison of Taiwan-Chinese (cautious) and Americans (r is k y ), i t  was 
discovered that (1) s o lita ry  and group decisions made by the Chinese 
were more cautious than those made by Americans, (2) group decisions 
made by the Chinese were more cautious than individual Chinese decisions, 
and (3) group decisions made by Americans w ill be more risky than in d i­
vidual American decisions (Hong, 1978).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
27
In an organization wherein one culture may be making decisions 
that a ffe c t the rest o f the organization, the degree or risk  or caution 
taken by that group may determine the success or fa ilu re  o f the organi­
zation . In some instances i t  may be more advantageous to be cautious or 
vice versa, but the cultural orientation of the decision makers may 
enter the process without any control. Even more important are the 
perceptions that d iffe re n t cu ltu ral groups may form about each other 
based on the cautious-risk orientation  in decision making. One group 
may stereotype another as being too passive. I t  uses that stereotype 
when dealing with information and relationships where that group is 
concerned. Such a stereotype may induce behaviors toward the cautious 
group which may not be productive in terms of re la tiona l development.
C onflict may be handled d iffe re n tly  by various cultural groups. 
In a study by M ille r  (1978) i t  was found that midwesterners in the 
United States preferred a c o n flic t s ty le  o f transcendence (going to 
higher princip les) and least preferred the denial strategy (attacking  
the elements underlying the c o n flic t) . South Americans most preferred  
denial and least preferred bolstering (adding more and more of one's 
own b e lie fs  supporting one's position ), Asians most preferred d if fe r ­
en tia tion  (d ivid ing a c o n flic t into parts) and bolstering and least 
preferred denial.
Varying employee motivation methods may be needed with d if fe r ­
ent cu ltural groups because what motivates persons from one culture may 
not necessarily motivate another culture 's  members (Schlurdermann and 
Schlurdermann, 1977). Hines (1973) researched that p o s s ib ility . He 
took Herzberg's theory o f work motivation and placed i t  in the culture
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of New Zealand. Herzberg's theory stated that job satis factio n  is  a 
function of work a c tiv it ie s  (motivator factors) and that job d iss a tis ­
faction is a function o f ex trin s ic  variables such as supervision, 
salary, and working conditions (hygiene fac to rs ). This theory was 
la rge ly  developed in the United States. In New Zealand, however, the 
value is on interpersonal re lations (H ines). Hine's questionnaire, 
given to employees in New Zealand, revealed that sa tis fied  employees 
rated both motivator factors and hygiene factors higher than did 
d issatis fied  employees, but the motivator factors were not rated higher 
than the hygiene factors. This somewhat supported Hine's hypothesis 
that Herzberg's theory may not be applicable in a ll cultures. There 
is a need to take "cross-cultural differences into account when trans­
planting a motivational model in tern a tio n a lly"  (Hines, p. 376). We 
might take the h in t and wonder ju s t how applicable the motivation 
theory might be in our factories which employ large numbers o f people 
of d iffe re n t cultures.
Kanungo, Corn, and Dauderia (1976) did a s im ilar study on work 
motivation and job s a tis fac tio n . They compared two cultural groups, 
French Canadians and English Canadians, during the same te s t. Using 
a job opinion questionnaire with midlevel managers that tested th e ir  
perceptions of and satis faction  with various job factors, they d is ­
covered differences between the two groups that were in lin e  with the 
cu ltu ra l values of each. For example, the French Canadians "attached 
greater importance to security , fringe benefits , and promotion to 
higher status jobs, less on fairness o f pay and soundness o f company 
policy. , . . Anglos attached more importance to achievement"
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(Kanungo, e t a l . ,  p. 114). Their findings agreed with Auclair and 
Read's ( 1 9 6 6 ) statement that from "a cultural standpoint French 
Canadian managers express much stronger needs fo r security and s e lf ­
esteem a t work than English Canadians" (p. 574). This suggests that 
cultura l factors should influence the types of motivation used. I t  
seems plausible that the motivational methods used in our organiza­
tions might not be useful for the intended receivers. Perhaps 
organizations are not considering motivation methods carefu lly  
enough in terms of the culture to which those methods are applied.
Domestic cultures may d if fe r  in these same areas, but 
researchers must go beyond the mere differences and investigate the 
perceptions the members of domestic cultures may have of one another 
because of th e ir  differences in such areas as c o n flic t , decision 
making, or m otivation. In a domestic in tercu ltu ra l se tting , per­
ceptions could easily  develop as a resu lt o f behavior exhibited in 
such areas. As illu s tra te d  e a r l ie r , the content-relational messages 
delivered in an in tercu ltu ra l transaction may in fringe on the 
re la tio n a l (communication) development. On the more positive side, 
there is a p o ss ib ility  that the behaviors people from other cultures 
ex h ib it in c o n flic t , motivation, or decision making may be viewed as 
a plus and enhance re la tiona l development. That is , the behaviors
A. Auclair and W. H. Read, "A Cross-cultural Study of 
Industrial Leadership," Royal Conmission on Bilingualism and Bicultur- 
alism Report 3 (Ottawa, Canada: Government of Canada, 1966), cited by 
Rabindra N. Kanungo, et al., "Motivational Orientation of Canadian 
Anglophone and Francophone Managers," Canadian Journal of Behavioral 
Science, 8 (April, 1976), 107-121.
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may resu lt in  people having positive rather than negative stereotypes: 
"Those Algerians re a lly  know how to negotiate" or "Farm kids sure are 
hard workers." S im ila rly , the halo e ffe c t becomes positive in that 
people a ttr ib u te  one positive aspect to mean that everything else w ill  
be p o s itive , too. Cultural differences can be the very heart o f such 
reactions, p a rtic u la rly  unknown cultural differences. The resu lt is  
th a t organizational communication problems discussed previously would 
be present.
An example o f how c u ltu ra lly  based behavior leads to percep­
tions that may or may not be desired is provided by Weinshall (1977). 
Decision making is a highly v is ib le  and ongoing process in organiza­
tions. I t  was discussed previously how persons from one culture may 
d if fe r  from persons in another culture in this process. Weinshall 
compared managers from B rita in , Is ra e l, France, and the United States 
in decision making. French cu ltura l values lead French managers to 
consider numerous factors surrounding a problem in decision making; 
they then propose numerous solutions. Americans generally consider 
a few main factors and propose a few a lte rn a tive  solutions. This 
decision making behavior is based on cultural value. Then come the 
resu lting perceptions based on that decision making behavior:
Many Frenchmen regard the Americans as efficient economically, 
but they despise them for what they consider to be their super­
ficiality. . . . Americans, on the other hand, regard the French 
as being highly cultured and educated, but despise them for their 
supposed inefficiency, disorder, and uncleanliness (Weinshall, p. 
172) .
Although the re la tiona l aspects were not investigated in th is  study, i t  
is not d i f f ic u l t  to see that such perceptions on both sides might not
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be healthy fo r re lationship development. Much, of course, depends on 
how such perceptions entered into th e ir  in te rcu ltu ra l transactions.
C onflic t may be a by-product o f perceptions. According to 
Frost and Wilmot (1978), "perceptions are an in tegral part of a c o n flic t  
situation" (p. 11). They contended that c o n flic t may be productive or 
destructive. I t  may be constructive c o n flic t in the sense that the 
c o n flic t is  desired so an optimum resolution can be achieved by the 
parties involved. I t  may be destructive in the sense nobody wins and 
there is no satisfactory outcome. Destructive c o n flic t does not 
enhance organizational communication. For example, horizontal com­
munication may be hindered by cu ltu ra l groups who perceive themselves 
to be in c o n flic t . Coordination and in tegration  require some degree 
o f com patib ility  and frien d ly  re la tio n s . Rubin (1973) and Knapp (1978) 
specified that the sharing of inform ation, a c r it ic a l part of horizontal 
communication, is important fo r  the development of interpersonal re la ­
tionships. I f  groups are in c o n flic t , information is not shared as 
f re e ly , re la tions do not develop, and coordination and in tegration  is  
hindered.
Organizational researchers recognize the importance of openness, 
tru s t, and candor fo r e ffec tive  and e f f ic ie n t  operation (C arro ll and 
Tosi, 1977; Goldhaber, 1979). I f  an organization does not have those 
present in its  employees and there is c o n flic t , communication suffers:
In general, the studies of the effect of conflict behavior on 
communication indicate that under conflict conditions, communica­
tion becomes defensive, polarized, and highly controlled. Channels 
of communication that are available are not used, stereotypes are 
invoked, and the participant views his communication as proper 
and his opponent's as improper or negative (Keltner, 1973, p. 235).
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C onflic t, then, can a ffe c t the formal and informal communication 
networks o f an organization. I f  c o n flic t is  based on cultural percep­
tions, culture is the root o f the organization's communication prob­
lem. According to Ruhly (1976), when one understands
the effect of culture on communication, one can avoid uninten­
tional conflict and violence, one is better able to understand 
intercultural conflict when it occurs, and one learns more about 
oneself by trying to perceive and comprehend alternative meanings 
(pp. 5-6).
An example o f unintentional c o n flic t and violence is provided by 
Thomas Kockman (1976).^® In the fighting patterns of blacks and 
whites he found that whites usually h it  f i r s t .  I t  appeared that a 
black used words which, to a white, indicated a blow was about to be 
struck, therefore the white struck f i r s t .  To the black, those words 
were not prestrike words; they weren't even close to physical v io­
lence. The violence resulted from unintentional distortions in the 
in te rcu ltu ra l communication.
Besides having an e ffe c t on communication in an organization, 
cu ltu ra l perceptions appear to a ffec t how an organization's communi­
cation channels are viewed. This type o f perception would also a ffec t 
the communication o f an organization. The Jain, Kanungo, and Gold­
haber (1980) study revealed ju s t such a cu ltural e ffe c t. They used 
French and English Canadians as subjects. C u ltu ra lly , the Anglophones
^^Thomas Kockman, "Cognitive Orientations, Communication Styles 
and Cultural Meaning" (paper presented at the annual meeting of the 
Society for Intercultural Education, Training and Research, Montbello, 
Quebec, 1976), cited in Milton Bennett, "Overcoming the Golden Rule; 
Sympathy and Empathy," Communication Yearbook 3, Dan Nimmo, ed. (New 
Brunswick, N.J.: Transaction Books, 1979).
Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.
33
seemed to be more autonomous and achievement oriented. They expressed 
lower satis faction  with organizations. The Francophones tended to be 
a f f i l i a t iv e ,  security minded, and prone to following authority . Jain, 
et a l.  hypothesized th a t the two cu ltura l groups would d if fe r  in th e ir  
"perceptions o f and sa tis fac tio n  with the nature of the organizational 
communication system under which they operate" (p. 178). The experi­
ment was composed of two groups of employees in a Canadian hospital:
224 Anglophones and 239 Francophones. Three areas o f organizational 
communication were studied: (1) downward communication, (2) upward
communication, and (3) the communication channels used for sending 
and receiving information. Satisfaction with organizational communi­
cation was also analyzed.
The subjects were asked to complete a Communication Audit 
Survey questionnaire, an International Communication Association in s tru ­
ment with r e l ia b i l i t y  varying from .74 to .93. The results of the 
experiment revealed cu ltu ra l e ffects  in  the three areas of organi­
zational communication.
1. Downward communication. Francophones were s ig n ific a n tly  
more sa tis fied  with the information received. They tended to value 
the downward communication more than did the Anglophones. Jain , et 
a l.  (1980) related the Francophones' sa tis fac tio n  with downward 
communication to the positive attitudes they exhibited toward 
management.
A ttitude toward management is c r it ic a l in organizational 
communication. A ttitude toward management a ffects  communication 
between supervisors and employees (Goldhaber, 1979; Scott and
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M itch e ll, 1976; Tubbs and Moss, 1977). Such communication affects  job 
satis fac tio n , job turnover, production q u a lity , and absenteeism. I t  
might be worthwhile to extend the Jain, et a l .  (1980) study to cover 
the perceptions o f the Francophone employees o f th e ir  managers and, at 
the same time, obtain data on the managers' perceptions of the Franco­
phone employees. The same data could be collected from the Anglophone 
side. Inclusion of a data bank containing Anglophone and Francophone 
perceptions of each other and th e ir  subsequent communication with each 
other might reveal a tru e r, more transactional view of the cultural 
impact on the organizational communication.
2. upward oanmunioation. Francophones were s ig n ifica n tly  
more sa tis fied  with what was sent upward and how i t  was used by the 
organization than were the Anglophones. Francophones also perceived 
the upward communication channels as more important for communication 
with management than did the Anglophones. "Thus, sending information 
and suggestions to management and asking fo r c la r if ic a t io n  o f job 
instructions were valued more by Francophones than Anglophones" (Jain, 
et a l . ,  1980, pp. 182-183).
Organizational communication lite ra tu re  re flects  the problems 
of upward communication such as d is to rtion  and omitting. The Jain, 
et a l .  (1980) results raised a number o f questions: (1) do Anglophones
tend to omit, d is to rt, or add to communication sent upward in an 
organization? (2) are Francophones better at providing the information 
needed to make management decisions? and (3) do members o f other 
cultures have these same attitudes and effects toward various organi­
zational communication networks?
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3. Communication channels. The use o f film s, motion pictures, 
te le v is io n , and computer printouts to reach groups revealed no s ig n if i ­
cant d ifference in how the two groups perceived the method used, but 
there was a d ifference on the importance attached to the channel. Ango- 
phones did not consider these channels as important as did the Franco­
phones. The use of face-to -face communication, the telephone, w ritten  
memos, and le tte rs  as channels o f communication were regarded more 
highly fo r individual communication than the channels used for groups. 
The two groups did not d if fe r  on the individual communication.
Jain , et a l .  (1980) suggested that the three findings indicate  
the "Francophones, being more a f f i l i a t iv e ,  may find  organizational 
communication more important than Anglophones" (p. 183). Information 
about organizational communication that is already known becomes 
relevant here. For instance, Goldhaber (1979) stated that the communi­
cation climate in an organizations is  dependent on the employees' per­
ceptions o f the "quality  o f the relationship and communication w ithin  
the organization" (p. 67). Goldhaber, c itin g  Dennis, Richetto, and 
Wieman ( 1 9 7 4 ) , said there is  a s ig n ifican t correlation between com­
munication sa tis factio n  and climate and perceived organizational 
effectiveness. According to Carroll and Tosi (1977), "effective  deci­
sion making requires information" (p. 262). Thus the way members of
s .  Dennis, II, G.  M. Richetto, and J .  M. Wieman, "Articu­
lating the Need for an Effective Internal Communication System: New
Empirical Evidence for Communication Specialists" (paper presented at 
the annual meeting of the International Communication Association, New 
Orleans, Louisiana, 1974), cited by Gerald M. Goldhaber, Organization 
Communication (Dubuque, Iowa: William C. Brown Company Publishers, 1979).
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cultures view the organization communication system may have a d irec t 
bearing on the effectiveness o f the employees o f an organization.
Summary
Cultural perceptions, from what has been reviewed herein, 
could a ffe c t organizational communication. Culture does so through three 
common distortions: stereotyping, halo e ffe c t, and pro ject. Beyond
the d is to rtio n s , researchers must remember that communication is 
transactional and that behaviors with a cu ltu ra l basis may set o f f  
a series o f perceptions that lead to poor communication between or 
among members of d iffe re n t cu ltu ra l groups. Perceptions can also lead 
to destructive c o n flic t which has a negative e ffec t on communication 
in an organization.
Cultural perceptions of an organization's communication system 
may a ffe c t the use o f channels o f communication, upward communi­
cation , and downward communication. The p o ss ib ility  of cultural 
im plication in domestic organizational communication must be con­
sidered more seriously. Communication problems in organizations may 
not be simply interpersonal problems. Culture, its  e ffec t on its  
members and the relationships developed, may have a s ig n ifican t bearing 
on organizational communication.
The Development of Relationships in Organizations: 
The Second Cultural Entrance Point
Relationships in general and friendships in p a rtic u la r are 
more lik e ly  to develop among those persons who possess s im ilar values
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and perceptions (Knapp, 1978; Lazarfeld and Merton, 1954;^® Rogers and 
Bhowrnik, 1971; Rubin, 1973; Wilmot, 1979). In other words, friendships 
develop between persons who are c u ltu ra lly  a lik e  as well as a lik e  in  
other ways.
Relationship development occurs among people in organizations 
as i t  does outside organizations. Relationships are c r it ic a l to 
organizations and the power o f relationships in organizations, based 
on s im ila r ity  in cu ltu re , should not be taken lig h t ly .  For example. 
Zander (1977), c itin g  S i l ls 's  (1957) study of volunteer organizations, 
recognized the power of friendships in organizations. The S ills  study 
found that 90 percent o f the volunteers were asked to jo in ; 52 percent 
of these did so at the request o f friends.
On the negative side there is danger in having a large group 
of employees with s im ilar perceptions, values, or a ttitu d es . Ingalls  
(1976) discussed one danger--groupthink. This occurs when members of 
a group tend to think in such a s im ilar manner that few new thoughts 
are in terjec ted . Groupthink can resu lt in a "suppression o f dissent" 
in decision making; i t  creates an "unwillingness to test assumptions" 
(Janis, 1972, p. 40). Groupthink is not necessarily a product of 
cultura l s im ila r ity . I t  can occur in any group. An example o f group­
think occurred in the 1950s when
a clique of general managers and vice-presidents of General Elec­
tric, Allis-Chalraers, McGraw-Edison, and other electric companies
^®Paul F. Lazarfeld and R. K. Merton, "Friendship as a Social 
Process: A Substantive and Methodological Analysis," Freedom and Con­
trol in Modern Society, M. Berger, T. Abel, and C. Page, eds. (New 
York, N.Y.: Van Nostrand, 1954).
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met together informally at golf clubs and hotels to make illegal 
price-fixing arrangements, confident that their firms would support 
them in the unlikely event they were caught. . . . But they were 
caught, then convicted of conspiracy, fired, fined and imprisoned 
(Janis, p. ]94).
Three conditions encourage groupthink: (1) high group cohesive­
ness, (2) insulation from outsiders, and (3) an active leader who pro­
motes his/her own solution (Janis, 1972), Reasons given for group­
think, as a result of group cohesiveness, are conformity, preservation 
of intragroup fr iendliness, a sense of security to reduce anxiety and 
increase self-esteem, and acceptance of goals and assignments of tasks 
and goals (Cartwright, 1968; Janis, 1972). A group o f people consisting 
of members of a specific culture already have two of the three condi­
tions necessary for groupthink: high group cohesiveness and insulation
from outsiders. This is particu la r ly  true in cases where cultural 
id en tif ica tion  is highly v is ib le . Only the th ird  condition remains 
to be f i l l e d .
Although a great deal of research indicated that groups can 
solve problems quite e f fec t ive ly  and produce optimum decisions (Bonner, 
1959; Tubbs and Moss, 1977), the groups are not involved merely in 
problem solving. The groups are also involved in socializing and com­
munication. In these processes, groupthink could be a serious draw­
back to re lational development.
Group conformity or groupthink does not mean a negative result  
is always going to occur. The intragroup communication may actually  
aid individuals from the group who in teract outside the group. The 
outsiders may benefit from the indiv idual's  perspective. For example, 
Newcomb (1943) found that, when Bennington College women maintained
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communication with th e ir  family and friends, they were less influenced 
by the school's l ib era l tendencies. Those who maintained no communi­
cation with th e ir  families and friends tended to be more influenced by 
the l ib e ra l views. The good or bad judgment depended on the view con­
sidered. In this example, the ch ild 's  parents might be pleased with 
continued communication, but other people in the college or society 
might l ik e  i t  better i f  the child became more l ib e ra l .  In the f in a l  
analysis, groups consist of individuals who can d irect themselves and 
influence the group, too. Groupthink might not be a pervasive d i f f i ­
culty for organizations, but i t  must be considered when d iffe re n t  
cultures are involved.
Relationships are influenced by cultural value s im ila r ity .
They are important to the organization in terms of groupthink and 
value reinforcement that may be constructive or destructive. They 
may play a s ign if ican t role in the organization's communication. In 
organizational communication, researchers could investigate cultural 
influences on relationships at two levels: the dyadic level and the
group le v e l .
Dyadic Relationships in 
Organizations
The nx)st common communication situation in an organization is 
the boss-subordinate communication (Goldhaber, 1979). Variables that  
a ffec t the superior-subordinate transactions are (1) perceptions of 
each other, (2) past experiences, (3) nature of the re lationship, (4) 
s im ila r ity  in background, and (5) the amount of trust. All f ive  
variables are c u ltu ra lly  influenced.
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Halo effects appear in organizational relationships with 
cultural values as the basis for the e ffec t .  For example. Singer 
(1971)1* found the closer the match between superior and subordinate 
Velues, the more highly rated was the superior. Goldhaber (1979), 
c it in g  Daly, McCrosky, and Falcione (1976),^® stated that a tt itu d e  
and value homophily are the most re lia b le  predictors of superior- 
subordinate satis faction. This s ituation c learly  points out that 
the satisfaction with communication could be cu ltu ra lly  based rather 
than a mere interpersonal communication event. Researchers could 
investigate further how value s im ila r ity  or d iss im ila rity  does or 
does not a f fec t  upward, downward, and horizontal communication. Con­
ceivably, i f  there were value d is s im ila r i ty ,  the communication would 
be hindered. Carroll and Tosi (1977) alluded to the e ffect of culture  
when they stated that "communication is most free, and open and easiest 
when the persons who are communicating have sim ilar characteristics  
and attitudes" (p. 258).
A hypothetical example on the dyadic level may c la r i fy  what 
may occur because of cultural influences. Managers spend a majority  
of th e ir  time in communication. Small ta lk  is an "expression of open­
ness, . . . [the] desire to enter into conversation" (Condon and 
Yousef, 1977, p. 21). The function of small ta lk  d iffe rs  from culture
^*Singer, Joe. cit.
^®J. Daly, J. McCrosky, and R. Falcione, "Homophily-heterophily 
and the Prediction of Supervisor Satisfaction" (paper presented at a 
meeting of the International Communication Association, Portland, Ore­
gon, 1976), cited by Gerald M. Goldhaber, Organization Communication 
(Dubuque, Iowa: William C. Brown Company Publishers, 1979).
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to culture and the rules are d iffe ren t. I f  e ither party views the rule  
of small ta lk  d i f fe re n t ly ,  development of a relationship may be d i f f i ­
c u lt .  In employee-manager relations this communication event, which 
in it ia te s  a re lationship, may be c r i t ic a l  in view of the finding that 
the openness of managers is a major determinant of employee relations  
(Carroll and Tosi, 1977). I t  is a communication event influenced by 
culture. The differences in rules and a lack of awareness that there 
is a cultural difference may resu lt in communication problems. A per­
son from one culture may view small ta lk  as inconsequential and not 
even socia lly  desirable while a person from a d iffe ren t culture views 
small ta lk  as important to a relationship development. How these two 
persons perceive each other during the small ta lk  communication event 
can a ffec t th e ir  present and future communication and relationship.
On the dyadic le v e l,  culture could a ffect organizational 
communication via the boss-subordinate relationship. Cultural in f lu ­
ences could be destructive or productive in the communication trans­
action depending on the value s im ila r ity  or d iss im ila r ity  of the 
partic ipants. Organizational communication researchers seem to 
re a lize  that one of the most important concerns of organizational 
communication is the transaction between managers and employees 
(Goldhaber, 1979). Culture may play a s ign ificant role at that level 
of communication. As i l lu s tra te d  in the example, the superior- 
subordinate may have d if fe re n t cultural rules as to correct behaviors, 
actions, or roles. There may be a multitude of cultural rules which 
should be recognized yet neither share. I f  not known, rule violations  
could occur without in tent and the a ttr ibu tion  of certain
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characteristics to persons or groups that are not accurate could a ffec t  
future communication.
Cultural Influences on Groups 
in Organizations
Organizational l i te ra tu re  describes the importance of groups 
and relationships in organizational communication. That l i te ra tu re  
is summed by Goldhaber (1979):
The network of relationships and roles found in the organiza­
tion have implications in the structure of the.organization via 
the communication patterns. It can either provide stability, 
predictability, and regulation or it can overload the system with 
too much information (p. 50).
I t  is also known that group members in organizations tend to 
be homogeneous in a tt itu d e  and perception (Goldhaber, 1979; Scott 
and M itch e ll ,  1976), For example, the previously discussed superior- 
subordinate relationship is important in productivity and job sa tis ­
faction. S im ilarly , relationships among employees at the same or 
d iffe ren t levels in the organization are affected by how they communi­
cate. Cultural values can help people form groups and relationships.
For instance, informal communication networks in an organization 
depend a great deal on friendship networks. As stated in Chapter 1, 
information is passed along informal channels in clusters. Scott 
and Mitchell found "the greater the cohesiveness and attractiveness of 
the group members, the more communication" (p. 177). Assuming the 
clusters are groups of friends who have sim ilar value systems, culture  
is a hidden element in the informal communication network. Recogni­
tion is pa rt ic u la r ly  important when i t  is known that the informal net­
work moves vast amounts of organizational information.
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Assuming that friendship t ies  are c u ltu ra lly  influenced, i t  is 
important to investigate the e ffec t of friendship ties on an organiza­
tional communication network. The f i r s t  thing to consider is tha t,  
because people from d iffe re n t cultures intermix so much in an organi­
zation, they are apt to shed the ir  cultural views in order to form a 
more encompassing thought pattern. I t  appears that such shedding and 
acceptance may not be so easily  accomplished. A Reich and Purbhoo 
(1975) experiment involving six cultures (Canadian, French Canadian, 
I ta l ia n ,  Portugese, Chinese, and Ukranian) interacting together in a 
school setting (a social and work environment) did not result in more 
contact between the cultural groups. That is ,  the members of one 
cultural group did not develop relationships with members of the other 
cultural groups; acceptance of another cultural viewpoint was not 
included in the thought processes of the members of the various 
cultural groups. Reich and Purbhoo concluded that "more contact 
does not necessarily result in quality  of understanding that leads to 
attitude  change . . . [and] behaviors are s t i l l  evaluated from one's 
own group" (p. 234).
Lincoln and M il le r  (1979) also did some research on friendship  
t ies  in organizations that are s ign ificant in terms of where culture  
might enter an organizational communication network. They studied 
the relationship between friendship ties and communication networks 
in organizations. Relationship ties in an organization were divided 
into two levels: (1) instrumental t ie s ,  those that arise from doing
the work, and (2) primary t ie s ,  those that arise from informal social 
relations. Lincoln and M il le r 's  review of the l i te ra tu re  revealed
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that in primary ties  "relations occur between persons who resemble one 
another" (p. 184). One o f th e ir  hypotheses was that "primary ties  
occur between organization participants possessing sim ilar a t t r i ­
butes" (p. 184). Ethnicity and socioeconomic orig in were the two 
attributes used to distinguish organization participants from one 
another. Lincoln and M il le r  connected cultural s im ila r ity  with 
communication channels through th e ir  review of work done by March 
and Simon (1958)^^ which suggested "differences and s im ila r it ies  in 
ascribed a ttributes of organization members influence th e ir  'language 
com patibility ' which in turn affects the formation of communication 
channels among them" (Lincoln and M i l le r ,  p. 185).
The Lincoln and M il le r  study surveyed employee friendship  
networks among five  d iffe ren t types o f organizations. They recorded 
the a ttributes of those surveyed on the basis of sex, race, e thn ic ity ,  
and socioeconomic background. Two of th e ir  findings seem relevant 
to this paper. The f i r s t ,  "networks of primary t ies  were highly 
segmented and short and with few ties  elsewhere in the organization" 
(Lincoln and M il le r ,  1979, pp. 188-190). The segmentation and short­
ness combined with few t ies  elsewhere may have been an indication of 
a variety of cultural groups within the organizations studied. Race 
and sex are apparently more closely associated with friendship ties  
than work proximity--the second finding. In other words, workers form
James G. March and Herbert A. Simon, Organizations (New 
York, N.Y.: John Wiley and Sons, 1958), cited in J. R. Lincoln and J. 
Miller, "Work and Friendship Ties in Organizations: A Comparative
Analysis of Relational Networks," Administrative Science Quarterly,
24 (June, 1979), 185.
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friendship ties with cultural factors as a basis rather than developing 
friendships with those they work with a t a specific job.
This type of friendship gathering could probably be seen in 
most large organizations during rest periods where work groups s p l i t  
to form other separate groups. Primary t ie  formation is quite v is ib le  
on this author's campus. Blacks seem to group together in the cafe­
te r ia  while Indians, whites, and various foreign students form th e ir  
groups. Racial or sexual characteristics make primary t ie  grouping 
easily  v is ib le . This author fee ls , however, that such primary groups 
may be forming on fa r  less v is ib le  cultural characteristics, but i t  
is not so noticeable, so the magnitude is as yet unknown.
New research should investigate the poss ib ility  of hidden 
primary groups. Hidden groups consist of persons from a specific  
section of a c i ty ,  from rural areas, or from a common ancestral h e r i­
tage such as Polish, Scotch, or German. Such investigation might 
lead to research on the communication systems that primary groups form 
within an organization and the cultural basis such systems might dis­
play. These primary communication systems may be functional or dys­
functional for  the organization. A comparison of the functional sys­
tems and dysfunctional systems might provide a new avenue of viewing 
organizational communication links.
A question remains: how might these primary ties a ffec t
organizational communication? Informal communication networks would 
re ly  heavilv on liaisons. These are the persons who communicate from 
group to group. Liaisons are accorded high status and powerful 
positions (Goldhaber, 1979). Acquiring that status and power is
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accomplished mainly through th e ir  a b i l i ty  to communicate between groups 
and th e ir  a b i l i ty  to process information from one group to another. 
Usually liaisons are not members of any one group. They transcend the 
group. Organizations, then, may have persons in s ign ificant communi­
cation positions that may or may not be processing information accord­
ing to how each cultural group may have meant the information to be 
processed. An investigation of a l ia ison 's  a b i l i t ie s  to communicate 
and understand cultural views would make a new area of research. 
Researchers might focus on the l ia is o n 's  sen s it iv ity  to more than one 
cultural viewpoint or how the lia ison transforms (in terprets ) informa­
tion from one cultural meaning to another without losing the essence 
of the message.
Another consideration to make in re la tion to primary t ies  and 
th e ir  e ffec t on organizational communication is to understand that 
such friendships are involved in many organizational processes. I t  
is important to remember that primary ties  are "not merely sets of  
linked friends, they are systems for making decisions, motivating 
resources, concealing and transmitting information" (Lincoln and 
M il le r ,  1979, p. 197).
The importance of these communication networks is outlined by 
Carroll and Tosi (1977) as a key factor in decision making, in fo r ­
mation gathering, and the emergence of leaders in the organization 
from those who occupy strategic communication points. Culture, then, 
is an underlying factor in the development of liaisons and communi­
cation power brokers in organizations.
Friendship ties may also a ffec t formal channels of communication.
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Withholding information is a common tendency of groups within organiza­
tions (Goldhaber, 1979; Keltner, 1973). Information may be withheld 
from upward, downward, or horizontal communication. I f  information in 
any direction is omitted, distorted, or enhanced, someone somewhere 
in an organization w il l  receive inaccurate information. That in fo r­
mation may be used to make decisions. Organizational effectiveness 
for planning, motivation, and improving employee morale and a tt itude  is 
questionable under such circumstances. Lincoln and M il le r  (1979) 
concluded, "To the extent friendship networks influence the organiza­
tional processes, reason gives way to prejudice" (p. 197). In other 
words, an organization finds i t s e l f  becoming entangled in human 
relations problems such as stereotyping, halo e f fe c t ,  groupthink, and 
f i l t e r in g  of information. All of these problems may have a d e b i l i ta t ­
ing e ffec t on the organization as a whole.
Judging from the research reviewed, i t  appears there is some 
ju s t i f ic a t io n  in concluding that (1) culture affects communication 
network ties  in an organization, (2) these networks a ffect various 
functions of an organization, and (3) these networks affect human 
relations among employees of an organization by lim iting  communication 
across cultural groups.
Summary
Perceptions are known to have effects in an organization. What 
remains to be recognized are the cultural factors that influence the 
perceptions. Only then can the organizational leaders deal with the 
interpersonal problems that may be occurring. The basis would then be
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more readily seen for such problems at the interpersonal or in tercu ltura l 
levels.
Culture seems to determine, to a large extent, friendship ties  
in organizations. These friendship ties are known to be c r i t ic a l  in 
various areas of organizational communication and organizational 
processes. The cultural factors are often overlooked in formal and 
informal research. I f  cultural factors can be understood, a greater 
understanding of the organizational communication system should be 
achieved.
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CONCLUSIONS AND RECOMMENDATIONS
This paper focused on the idea that domestic cultures, in te r ­
mixing in organizations, lead to organizational communication problems. 
People in domestic organizations do not rea lize  that a cultural 
influence is present. Each culture may have d if fe re n t rules of 
behavior and d iffe ren t in terpretations, yet persons from these cultures 
must in teract in an organizational environment. The differences 
affec t communication patterns within the organization. Culture 
influences the actions of persons in the organization and th e ir  in te r ­
pretations which, in turn, influence interpersonal relations within  
the organization. Culture affects specific  organizational processes 
such as decision making, management s ty le , con fl ic t  s ty le , and moti­
vation.
In reviewing the l i te r a tu r e ,  there are eight indicators of 
cultural influences on organizations which can be u t i l ize d  in future  
research in domestic organizations.
1. When there is a gathering of groups of workers on breaks, 
th is indicates that the workers view each other as s im ilar. This is 
p art ic u la r ly  true i f ,  during observation, researchers find that the 
work group sp lits  during breaks and d iffe ren t workers jo in  a nonwork 
group.
2. The use of ethnophaulisms (disparaging remarks) among
49
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workers directed toward some employees may provide a clue as to why 
there are recognized cultural differences and why these differences 
are recognized by the employees themselves.
3. Other areas outside the work domain might be observed for  
patterns of cultural association. These observations might include 
area of residence, what groups of employees meet a f te r  work for  
le isure a c t iv i t ie s ,  and community a c t iv it ie s  the groups of employees 
might be active in.
4. The analysis of communication networks, a common tool or 
organizational analysis, should include a demographic outline of some 
of the values possessed by those in the network. Friendship networks 
should be scrutinized for clues to possible hidden cultures.
5. Another frequently used organizational analysis technique 
has been to record the frequency and direction of communication. These 
recordings could be analyzed in terms that w il l  attempt to reveal 
cultural influences on the type and number of communication events.
6. Analysis of individuals and groups as to the ir  conservative­
ness or riskiness in decision making might reveal cultural influences.
7. I f  l i t t l e  contact is seen between groups of employes outside 
th e ir  job functions, one might suspect cultural influences.
8. Expressed general feelings of uncomfortableness by employees 
as to the manner in which other employees are behaving or doing a job 
may indicate cultural differences and rules and expectations.
Studies of these indicators w i l l  have to be more sensitive than 
those done in the cross-cultural international area because, on the 
domestic le v e l,  some values are almost certa in ly  shared. Research on
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cultural influences on organizations, in general, w i l l  need more pre­
cision. Three steps should be taken in research of this nature to 
increase that s e n s it iv ity .
1. Researchers should become aware of the sociological back­
ground of the cultural groups being investigated so that trends in 
values and attitudes can be used for comparisons of differences.
2. Researchers should set up an experiment in  which the 
cultural influences could reasonably be expected to impact the 
results.
3. Researchers should measure not only the se lf-reports  or 
experimental results , they should also measure the subjects' percep­
tions of one another as to th e ir  behavior or actions in the experi­
ment; that is ,  they should consider the transactional-re lational 
aspects.
To augment those steps, communication researchers (in  conjunc­
tion with sociological researchers) may have to increase the study of 
attitudes and behaviors and rules of various domestic cultures, conduct 
further research on the concept o f cultural lag (how long certain values 
maintain themselves over generations of a cu ltu re ), and specify which 
variables are being included or excluded in the research design and how 
the excluded variables are being controlled (Grasmick and Grasmick, . 
1978; Negandhi, 1975).
Since many of the cultural influences may be hidden and no 
sociological data may be availab le , another approach would be to test  
the groups to be studied on th e ir  cultural values, compare them for  
areas of differences and s im ila r i t ie s ,  then choose an experimental tool
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that might reveal how the cultural differences a ffec t results in 
organizational communication, management processes, or on the organiza­
tion as a whole.
A q u a lita t ive  methodological approach might even be more 
productive in such research. Through partic ipant observation, in te r ­
views, observation in general, and surveys the cultural rules and 
values of a group of people could be discovered. Normally the rules 
and values o f a culture might not be conducive to testing because 
these are unknowns and some may not appear on tests; but, through 
observation, patterns would appear. In a domestic in tercultural 
situation i t  is these fine rules and values differences that are 
hidden. The q u a lita t iv e  approach would be a means to discover the 
differences. Gerry Phillipsen's research (1975, 1975) on the cultural 
patterns of a group of people within a large c ity  is an example of the 
type of domestic cultural awareness that can be gained from a 
qu a lita t ive  approach.
There is a wealth of data already collected by those in the 
sociological f ie ld  concerning cultural values of the various people 
in this country. Communication researchers need to tap that data 
source, pick out differences, and compare persons in organizations 
who possess cultural differences to measure the cultural impact on 
employee communication, behaviors, perceptions, and organizational 
communication. This author feels that the results of this type of 
research might be f r u i t fu l  in terms of aiding in solving some organ­
izational communication problems and in awakening organizations to the 
p o ss ib ility  of cultural implications in organizational communication 
that before were overlooked.
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Based on a review of the l i te ra tu re  in this paper, and in the 
in terest of encouraging further research, nine hypotheses are sug­
gested. Hypotheses 1, 4, and 9 apply to formal channels of organization 
communication. Hypothesis 5 applies to informal communication networks. 
Hypotheses 2, 3, 6, and 8 apply to the formal and informal communica­
tion networks in organizations; these could be tested in both networks.
Hi 1(5 loAge. g/Loapi 0(5 m ptoyzu oa.<l th t -6ame. cultuA&, 
upwoAd, doMnwoA-d, and hoAizontat oAganizatlonal comayUcation uiiZZ be 
allzcZzd by how th a t cultuAz vtewi aormunlcatton tn  tho. oAgantzation.
H 2  1(5 a  gAoup 0(5 mptoye,ej> ha& a &t2AZotyptc. tmagz o(5 anothzA 
gAoup 0(5 mployz2Â, communication with that &tcAcotypod gAoup (,oilZ be 
&(5(5ec^ed po&ttivoZy oa negatively depending on whether the &teAeotype 
i& positive OA negative.
H 3  a gAoap 0(5 employees i& poAceived negatively, the gAoap'i 
communication w i l l  be Aeen ai le à i impoAtant. 1(5 the gAoup t i  per­
ceived p o iitiv e ly , the gAoup’i  communication w i l l  be -ieen o6 moAe 
impoAtant.
Hi* 1(5 there are a variety  0(5 cultural groupi within an 
organization, the ^Aiendihip netoorki w i l l  be ih o rt and iegmented and 
the communication, horizontally and dowmoard, w il l  be reduced.
Hs The more c u ltu ra l group& there are, the more d i{ j{ ) ic u lt i t  
w i l l  be ioA in fo rm a l channeli 0(5 communication to  work.
He 1(5 a  group 0 ( 5  ejnployeei i& ^ound to hold a common value 
Ayitem, one can expect the group’i  communication with di{{ierent groups 
to have in tercu ltu ra l communication d i^ ^ ic u lt ie i.
Hy 1 ( 5  mployeei 0  ̂ di^^erent cultural orientation^) are a t the
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âme. IdvoJi In  an OAganlzation and tho.y havd negative peAceptlonô one. 
another., honÂ.zonial commanicjCoUon M i l l  be fiddaczd.
Hs T-i a dülMJiÂjal gAoup w llh ln  an oAganizatcon peAc.el.vd6 1X6 
action  a6 an eAAoA, the, gAoup M i l l  MiXhhold in^oAmation about th a t  
action .
Hg l/alue. d i66im ilaA iXy beXwe.dn a 6upeAioA and a 6uboAdinate.
M i l l  de.cAej06d communication upMOAd and doMnMOAd.
Researchers can expect some interaction between the formal and 
informal networks when culture is involved. In that l ig h t .  Hypothesis 
10 is suggested.
Hio The gAcateA the cu ltuA o l diveA6i t y  ojJ the  oAganizational 
membdAô, the gAcatdA the Aeliancd thcAC M i l l  be, by tho6e membeAA, 
on thd ioAmal oAganizational communication neXMOAk.
Researchers should be cautioned that th e ir  own cultural bias 
w il l  enter into the studies. The experiments that are set up may only 
apply to the culture of the experimenter. I t  is imperative that 
researchers understand that there is no one way of communication that 
is better than another. Researchers must not judge the rightness or 
wrongness of a cultural behavior merely because that judgment is from 
th e ir  cultural viewpoint. Another cultural group's viewpoint is as 
valid for them as the researcher's is for him/her. What needs to be 
accomplished is a recognition of the cultural impact on indiv idual, 
group, and organizational communication relationships.
Research on domestic cultural influences in organizations is 
important not only in terms of communication. Such research is important 
for understanding the processes such as h iring, train ing, and promotion.
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Culture can a ffec t these processes or people in a cultural group can be 
affected by the processes. For example, an organization might find i t  
worthwhile to take note o f  cultural impacts on the promotion process. 
Featherman and Hauser (1976)^^ provided an excellent indication of  
cultural impact on promotion. Their study revealed that persons from 
a farm background were hampered by that background in terms of occupa­
t io n . "Farm orig in has a small but s ign ificant negative d irec t e ffec t  
on occupational status attainment even when education is controlled"
(p. 383).
Grasmick and Grasmick (1978) followed up that study. They 
found that persons from a rural heritage had a reduced willingness to 
migrate. In organizations, however, transfers are common. In essence, 
the rural heritage and culture influenced the career development and 
promotion o f these types of employees. Whether that is good or bad 
depends on how the promotion is viewed and by whom. E th ica lly , the 
organization and individual must decide whether or not i t  is bene­
f ic ia l  to attempt to overcome cultural influence. With knowledge of 
the cultural impact, the organization and the individual might better  
come to understand what is occurring without labeling the promotion 
event as positive or negative or labeling the individual negatively.
S im ilarly , when train ing employees, awareness of cultural 
differences may benefit an organization and indiv idual. Instead of
Featherman and Robert Hauser, "Sexual Inequalities and 
Socioeconomic Achievement in U.S., 1962-1973, American Sociological 
Review, 41 (June, 1976), 462-482, cited in Harold G. Grasmick and 
Mary K. Grasmick, "The Effects of Family Farm Background on the Value 
Orientations of Urban Residents: A Study of Cultural Lag," Rural
Sociology, 43 (Fall, 1978), 367-385.
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assuming that everyone is going to learn via the same method of t ra in ­
ing, organizations could consider a lte rnative  methods. By using such 
a lte rnatives , the organization may employ people i t  might have other­
wise lost or l e f t  behind. Individuals, too, may be employed when they 
otherwise would have had to discontinue employment with that organi­
zation.
Implications fo r motivation of employees have been discussed.
What motivates persons from one culture may not motivate persons from 
another culture. Even more importantly, the real impact o f cultural 
differences in these processes lies  in the e ffec t on interpersonal 
relationships among employees within the organizations. In that respect, 
organizations could be viewed as a microcosm of the larger community and 
society. What happens in the community can happen in the organization and 
vice versa. Culture plays an important role in theories concerning 
ethnic oppression in the business labor market (Bonacich, 1972; Noel,
1968; Turner and Singleton, 1978).
These theories suggest that specific cultural characteristics  
are used by workers to suppress other workers. One must consider the 
poss ib ility  of the same thing occurring within organizations. The 
resulting disruption within the organization would be no less important 
than a disruption in society. By researching cultural implications 
in organizational communication and implementing ways to handle such 
in tercu ltura l e ffec ts , society can benefit. Applying what is learned 
in the microcosm world o f the organization to the larger community may 
be a fringe benefit of this type of research.
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